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The Administrator as
Evaluator in
Secondary Reading
Programs

by Kenneth C. Krause
Last week I received a note from my
assistant principal requesting that I arrange a
date to evaluate the reading class I teach. I
reassured myself that it was no cause for
alarm. After all, it had only been two and a
half years since my last evaluation. In fact I
recalled extending periodic invitations to our
high school administrators to visit and see
what transpires behind the lab door. There
were few takers, and now it wast.he "real"
thing.

students comprehend print. They know how
to apply interactive techniques to content
and not immerse students in repetitive
decoding exercises when remediation is
needed. Furthermore, they know that effective
programs have well articulated curriculums,
sufficient materials, reading resource personnel, ongoing staff development and administrators who know about reading and
support the program. This lc;ist essential piece
of the school reading program puzzle often
creates apprehension during evaluations.
Too many administrators do not understand
the reading process and are ill prepared to
evaluate reading people doing their jobs.

Why do reading teachers and specialists
sometimes get that sinking feeling in the pit of
their stomachs when an administrator plans a
visit? The classes are on task - learning,
following the curriculum (mostly) - so why the
apprehension? Beside the general criticisms
that result from administrators evaluating
teachers, the type of instruction in secondary
reading programs often differs from content
classes.Teachers view with concern misguided
principals who have demoted the Madeline
Hunter Instructional Theory Into Practice
(ITIP) model to the level of evaluation, hoping
to apply it to reading classes and programs.
The basic question is: Do administrators know
what to look for when they evaluate reading
programs?

Research soundly supports the importance
of knowledgeable administrators in the
secondary program. The Michigan Reading
Association has brought focus to the need
through the Standards of Reading (1988)
document recommending the preparation in
reading needed by building and central staff
administrators. MRA faces an uphill battle
getting recommendations for additional
certification coursework adopted by the
State Board of Education. The sections in the
Standards on (1) Constructing Meaningful
Instruction, (2) Knowledge about Reading
and Reading Instruction, (3) Attitudes and
Perceptions about Reading and Reading
Instruction and (4) Communicating Information
about Reading and Reading Instruction
should be required reading for district
qdministrators and basic to Ed Leadership
101 in universities.

Reading specialists did not come to ·
understand the reading process and learn
strategies to help students improve their skills
overnight. Most are professionals with years
offormal education and workshop training to
prepare them to teach those eager (or in
many cases, not so eager) minds. They
understand how to model strategies that help
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For those districts whose administrative
schedules do not permit reading on the job,
MRA provides a fall administrator's conference. The suggestion may seem radical,
but staff development applies to administrative as well as teaching personnel. Resources
and opportunities exist for administrators to
learn about reading.

3. If a building has reading classes, the
administrator should regularly visit them.
Secondary reading programs are often
remedial. Such classes afford an opportunity
for the administrator to informally get to
know students. Rapport can develop in an
instructional setting that may avert future
discipline problems. Periodic visits also allow
the reading class instructor to feel comfortable
with the principal. This attention reflects
administrative support for the reading
program and concern for student improvement.

Before addressing the evaluation issue,
secondary school administrators need a basic
understanding of the reading process. Once
they have that knowledge, they must know
how to use it to help the building reading
program run efficiently and effectively. The
critical question becomes: What do secondary
school administrators need to know about
reading instruction?

4. It is essential that administrators support
reading instruction in content area classes.
When sufficient emphasis is placed upon
reading, teachers will adjust their instruction
and adopt materials that address student
needs. The principal's enthusiasm makes a
difference with reluctant staff members,
while teachers whose efforts are supported
and even rewarded will facilitate the
carryover of reading instruction.

1. Administrators should understand the
reading process, some of the research that
supports it, and how it translates into good
teaching. They should also know that the goal
of reading is to develop strategic learners
who can construct ·meaning by drawing from
their background knowledge as they interact
with print in a specific situation. Principals
need not be reading experts to be advocates
of sound reading practice in their buildings.

5. Administrative commitment to reading
must extend beyond words to dollars and
action. In cooperation with teachers,
principals arrange staff development opportunities and involve teachers in them. They
encourage staff to share information gained
at conferences and training seminars. In
addition to conducting building business,
staff meetings can become valuable learning
experiences. Principals must attend building
inservice sessions to show their support for the
information presented.

2. The administrator's perspective, contacts
and management duties make them the KEY
to the reading program's success. They are
curriculum leaders working with staff, setting
goals and objectives. When reading is
identified as a building priority, principals
should know the kind of reading program
teachers use, the type of grouping for
instruction and typical enrichment activities.
They must be able to answer questions about
the balance between remediation, accelerated programs and content area reading.
Principals should realize that reading, writing,
speaking and listening are mutually supportive
activities applicable across the curriculum,
and be aware of the specific help provided by
reading specialists. Administrators should be
able to use building standardized test results
when making instructional decisions about
reading. They are involved in assessment
using program goals. Furthermore, their
contacts help them to involve parent
volunteers in the reading program.

6. Principals receive information about
reading and learning from professional
organizations and publications. Rather than
passing it immediately to the school reading
person or into the circular file, principals
might read it first and include pertinent facts
in the weekly staff bulletin. When information
about conferences and workshops cross the
principal's desk, it is forwarded to interested
staff members who might attend and return
with new ideas.
7. Administrators should be aware of possible
avenues to further communicate their feelings
about reading and information about their
building program. At appropriate times
principals mention their own professional
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efforts to incorporate reading in their
classroom regularly taps staff knowledge and
skills gained at conferences, frequently visits
classes where reading occurs and establishes
a positive attitude with staff and students
toward reading possesses a sincere concern
for helping students improve their reading.
Being an active advocate of good reading
practice is not easy. Ask reading specialists.
Yet these items are high priorities for
secondary school administrators who care
about their reading programs.

and leisure time reading to other staff
members. Administrators must clearly describe
the reading program successes and needs to
school personnel, the Board of Education,
parents and the community.
8. Administrators should attempt to visit and
participate in al I classes where reading
occurs. They can substitute for a teacher who
wishes to observe a colleague using a new
strategy in a lesson. Knowledgeable
administrators might model a lesson
integrating reading with content instruction.
Teachers are impressed by administrators
who will take the time to plan and execute the
type of reading lesson expected of them.
Periodically covering a teacher's class also
helps administrators stay in tune with the
reality of teaching. Occasional classroom
visitations for purposes other than evaluation
are opportunities for principals to show
students the importance of reading. A
principal might arrange with a teacher to
share a favorite book or poem. As the
opportunity permits, an administrator might
even read aloud to students in a classroom.

The staff in a building that has an
administrator who demonstrates a high
regard for reading will not fear being
observed. Since evaluation is a natural part
of the instructional process, it should not raise
the level of teacher concern when it occurs.
However, administrators must take a
common-sense approach to evaluation
whether it occurs in a reading laboratory, a
reading class or a content class being taught
by a reading specialist. The following
suggestions (adapted from Reading Today)
can assist secondary school administrators
when making observations.

9. Recreational reading and a well stocked
library must be high administrative priorities.
A Sustained Silent Reading block of time in
which all staff and students read has a
positive effect on student reading attitudes
and emphasizes the need to read for
enjoyment. Staff support is necessary to
initiate an SSR program, and a well supplied
media center is a great help. Principals
encourage all teachers to use the services
provided by a building media specialist as
well as the library materials and facilities.

1. Many schools require lesson plans. A lab
plan that incorporates small group and
individualized instruction may look very
different from a content class plan. In the
pre-observation conference the principal
discusses the student objectives and the
nature of the reading program used.
Principals are prepared for the type of
teacher-student interaction typical of reading
classes.
2. Reading and content classes where skill
development is a part of the instruction may
involve small groups. This setting allows the
evaluator to ask about the activities and
materials used. The principal should feel free
to ask the teacher and the students questions
when the opportunity arises to clarify student
learning experiences they don 't understand.

10. Principals should regularly engage
students in conversations about books and
magazines read. Imagine the impact on a
student who is asked about their favorite
?ook or what they are reading by a principal
in the hall, the cafeteria, on the playground
or in the library. Meaningful dialogue may be
exchanged. Obviously, the exchange should
~e sincere, and the principal must really
listen to what the students says about the
book.

3. While observing, administrators should
eavesdrop on teacher-student conversations
about instruction. Note the clarity of teacher
explanations and the guidance given the
student. Along with observing what students
are doing, principals look for evidence of
understanding and student application.

The administrator who understands his/her
building reading program, is involved with
staff in its implementation, supports teacher
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4. Reading classes and labs that use small

A comprehensive, secondary school
reading program involves careful, cooperative planning by administrators and teachers.
Ultimately success depends on teachers who
assume the responsibility for teaching
pertinent reading and study skills, but the
principal makes a difference. His/her skill,
knowledge and attitude are basic to an
effective program . However, all of this is of
little consequence if teachers lack confidence
in their principal 's ability to recognize their
skill and talent in action. Teacher evaluation
is an important, meaningful component in
program development when the principal
has taken the time to prepare himself/herself
for the uniqueness that is implicit in sound
reading instruction.

group and individualized instruction generally
will not be totally quiet and lacking in student
movement. The principal looks for control in
an active setting. They know the ability level
of the students in the program. A classroom
filled with remedial students can be different
from one for accelerated readers. Reading
teachers typically answer many questions as
they move around the classroom. Principals
note how the teacher responds to each
contact/question. Students should work
independently without constant attention,
and find meaningful things to do after an
assignment is completed.
5. Sound teaching practices apply in
individualized and large-group settings. In
both situations teachers should give clear
directions, ask appropriate questions, allow
students time to respond, offer praise and do
many of the other tasks listed on observation
forms. However, principals should understand
the differences to insure that reading
personnel are fairly evaluated.
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6. If reading resource teachers do not have
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program was initiated. Since their job
probably entails model classroom lessons,
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to the instructor's evaluation.
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audiences larger than the traditional
audience of one -- the teacher. An
example of such an assignment might
be an American history class in which
students take on the role of historians
and write editorials about current
implications of historical events for
possible publication in the school or
local newspaper.

These are only a few of many indicators
of the interactive model of reading in action.
Our secondary forums will be able to expand
on this vision.

Thank you Sheila. I would like to close this
article echoing the enthusiasm of educators
when they learned that you would be joining
the Michigan Department of Education.

• A shift in questioning behaviors
from questions that test to questions
that teach. Also, students and teachers
would be sharing question-asking
and question-answering responsibilities.
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